What Works Cities

Overview of Our work Together
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Overview

In September 2016, the City of Portland joined a prestigious group of foAmakihg cities from across
the country seking to better use data and evidence to improve their communities. Bloomberg

t KAT Iy MKNB/OWs Sieditiative wasa three-year, $42 milliomational initiativethat helped
100mid-sized American cities enhance their uselafa and evidenceo increase community
engagementmake government more effective, and improve the lives of residents

As a What Works City, Portland became part of a network ofsiaied cities that includeSeattle, San
FranciscoBoise Las Vegas, Denydfansas City, New Orleans, and Anchorage. Over the past three
years, these cities and others have consistently demonstratedusiaty facts and information
produces better outcome®n homelessness, pubksafety, transportation, and other issugsand it
does so fasteand with fewer resources.

As a What Works City, the City of Portland had the og@ortunity to work withfour expert technical
partnersand a nationally recognized peer jurisdiction tdldwur capacity for using data and evidence
in the following areas

1. Improve our policies and practices around with the Sunlight Foundatioand the
Center for Government Excellence at Johns Hopkins University (GovEX)

2. LYONBIFasS GKS ST7F&0ia@sy:-84decprégram anNlenteriod Q &
Government Excellence at Johns Hopkins University (GovEXx)

3. Apply behavioral insights and conduct loast of City programs and
practiceswith The Behavioral Insights Team (BIT)

4. Improve the efficiency of for construction services at PBOT wiflarvard Kennedy
School Government Performance Lab JGivid

5. Connectwith the5 S y @dbadE¥Wradem§to launch the PDX Pilot,

which aims to create a culture of continuous improvement for City staff.

The What Works Cities Standard

7 ® @w @

N

The City Budget Office and the Bureau of Planning & Sustainabiliég tloe initiative on behalf of the
City, endorsed bZouncil Resolution 3723 September 21, 2016. The Portland Bure&u
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Transportation implemented the fourth engagement to apply reshlised contracting techniques to
accelerate delivery of construction projects in 2017.

The subsequent pages highlight the results in each of these areas, and how by working togsther, Ci
A0FFF ONRB1S R2gy GNIRAGAZ2YLFE 3F28SNYYSyl artza Ay
can continue to use these practices to drive better results for the Portland community.
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Open Data Program

Empowerresidents by giving them greater aess to usable information about City
decisions, policies and services

INTRODUCTION

The Cityof Portland in partnership withVhat Works Cities and the Sunlight Foundation, established a
citywide Open Data Policy and Program through Portland City C@ndoilance 188356The Open Data
Program commits the City to thmublication, accessibility, and equitable and widespread sharing of data
collected and generated by all City bureaus and by private sector companieprafdrorganizations,
academic univeries and other parties working on behalf of the Cityalso commits the City to make
data open by default. To implement the program, City Council directed the Bureau of Planning and
Sustainability to establish a Data Governance Tedtimrepresentativesrom multiple bureaus, to
determine the overall direction of the Open Data Program, to develop more specific policies and
practices around data sharing, and to engage external stakeholders in program design and
implementation This Open Data Program buildn the legacy of the 2009 Open Data Resolution 36735,
when Portland became the first city in the United States to commit to Open Data.

BACKGROUND &6 WHY OPEN DATA ?

All Cityof Portlandbureausand officescollect and share data about their operations wgstandardized,
digital formats.There is a need for better data governance policies and systems to facilitateli\ata
decisionmaking, and to facilitate internal and external data sharing. However, there are currently
multiple barriers to more effectie use of data in the City, and to more widespread sharing of data (from
Ordinance 188356):

1. The City has no comprehensive, centralized list of existing datasets, and no process for
prioritizing or reviewing of data for release to the public;

2. No Citypolicy requires City bureaus to collect, store, maintain, update, and release data to other
agencies and the public on a regular basis. Multiple, redundant datasets exist across the City,
leading to issues with data consistency, data quality, versiorrahimteroperability and
efficiency of access to information;

3. The City currently has no system for connecting public records requests to our open data
portals, and no process for prioritizing data that is repeatedly requested for release to the public
through our public records request system

An Open Data PrograbenefitsCity staff by breaking down data silos, streamlining the sharing of data

across bureaus, and encouraging collaboratDatasharingis alsof 2 dzy R G A2y | (G2 t 2NIf |
Cities effats, which focus on using technology and data to inform decisiaking and provide better,

more equitable, and more accessible infrastructure and services

Otherbenefits of an Open Data Program inclyflem Ordinance 188356)
1. Private and nonprofit sectors, academia, labor community and general public can all utilize open

RFGF (G2 KSfL)I a2t @S t2NIflyRQa Y2ald LINBaaiy3d Aa
ladders of opportunity for our community through innovative as# data and technology;

What Works Cities | Final Report June2018 | Pages



2. Building a culture of information sharing through open data will facilitate the development of
open standards around how data is structured and delivered, an area where the Portland region
has demonstrated leadership and expertsés @3 d> ¢ NRA aSi Qa LI NIy SNARKALJ
the General Transit Feed Specification, GTFS);

3. Data about City infrastructure and use of that infrastructure is increasingly being collected by
private sector companies, often passively in the public domastablishing processes by which
private companies share this data helps the City better manage and maintain our infrastructure,
informs our policy and decisiemaking, and encourages public participation in decisions
regarding the design, maintenancadautilization of City systems and assets;

4. ¢KS /AdeQa /AG@6ARS wlOAlt 9ljdzadGe D2lta g {GNI
the success of specific programmatic and policy changes and to develop baselines, set goals, and
YSI &adz2NB  asMdRey NBtegy An Open Data Program would help achieve these racial
equity goals by making data readily available and accessible, developing a more comprehensive
inventory of City data, and giving the public increased transparency into the effectsszeh€sty
programs and policies.

OPEN DATA PROGRAM PROGRESS TO DATE

Since the adoption of Ordinance 188356 and the establishment of an Open Data Policy and Program in
May of 2017, the City of Portland has taken multiple steps to begin the implementédttbisgprogram:

Recruit a new Open Data Coordinator

P'FOSNI I €tSy3adkKeszs ylraAaAz2ylrt aSkNOKI GKS /A& 2F t 2N
PDX team hired an Open Data Coordinator in March of 2018, Hector Domiktpotaccame to the

City from a startup he cefounded, Smart Vineyards, where he's used his considerable expertise in

sensor design and engineering, data analysis, and data management to develop sensors that reduce

water consumption in vineyards around the countre also brigsover a decade of international

experience designing and usidgta andtechnology solutions for multiple industrial and reseh

projects. Hector is also atvocate for social justice and using technology and data to benefit

communities who most needew and better services

Evaluate current data governance practices in the City

The City of Portland algmartnered with a gaduate student at UC Berkeley, as parhef capstone
LINE 2SO0 F2NJ KSN a blayitdheipusundeStany Bn8 ealafe existing tataO t
practices andlevelop a higHevel data governancand Open Datatrategy. The recentiicompleted
report, based orfour months of research and interviews with 20 City stafikbureaus, will inform
next steps in the implementatioof the program.

Identify focus areas foOpen Data Progranmplementation andthe initial members of a Data
Governance Team

The Bureau of Planning and Sustainability has identified the Bureau of Technology Services, the Portland
Bureau of Transportatiorthe Portland Housing Bureau and the City Budget Office as the initial

YSYOSNRE 2F GKS /AGeqQa 5F4GF D2@SNYyFyOS G4SIYSZ YR ¢
issues related to equity, climate, housing, transportation and performance management.
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Pilot a centralized system of data management, security, analysigl access

BPS has partnered with PBOT, BTS, PSU, TriMet, Metro, Portland General Electric, and Hack Oregon to
develop and pilot a centralized data platform to foster insight and enable-diitan decision making.

This platformg the Portland Urban Data Lake (PUBW)ill be a centralized system for storing,

documenting, managing, analyzing and distributing multiple types of data, and will facilitate the sharing

of data through open, standarziéd application programming interfaces (APIs), as well as data
R2gyft2IRA GKNRBJAK GKS /AdGeéQa hLISYy 5FaGF LRNIFTaod
and to give staff and the public tools to turn data into useful insight, to help us hatimeg®wer of our

data.

MultCty

Bridges ] PORTAL & GIS SYSTEMS
Q(ePedPortal .....................
ArcGlIS
PortlandMaps
TTIP .....................
(CV Data) Business
AQData INTELLIGENCE :
: TOOLS :
Portland Urban -Tableau
CoP GIS Data Lake (PUDL) .....................
Pgigf;cr\gpnbljgg) Custom
Cop SeAT oA ) APLLAYER . APPLICATIONS :
anagement. Jinternal & external ~Web and Mobile Apps
interfaces _Dashboards PP

Sensor C onenDatas
Data y © Open Data for
Ped : INNOVATION
Data 7/ R
- Open Data Portals
-Open APIs
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NEXT STEPS

Portlandanticipates significant progress towards the full, citywide implementation of the Open Data
Program in thenext year.Over the next €12 months, the BPS Open Data Coordinator will bekimg
with data stewads BPS, PBOT, Housing, PBOT and CBO to:

1. Create initial data governance policibsit can be tested, evaluated, and then scaled citywide
2. Develop a comprehensive inventory of datasets in each of the bureaus
3. 9@t dzZ- §S GKS / A e QacObagpdBoytlandMapdOpen Data)j and thd2 NI | £ &
PortlandMaps AR] and identify the strengths and weaknesses of each, plans for the future, and
potential options for integrating the multiple portals into a single gateway
Develop a community engagement stratdgy the Open Data Program;
Develop a set of higlevel data privacy principles that will be brought to City Council as a
resolution in the Fall of 2018;
6. Producing the first annual report on the progreéss/ard achieving strategic goals for the Open
Data Pogram which will be brought to City Council in the Fall of 2018.

ok

BPS and the Smart City PDX team will also be working with the initial data stewards and our bureau
partners to develop use cases for the Portland Urban Data Lake (PUDL), candidate fat@satssion
Ay (GKS LAE2GT FYR ONRGSNRIF (2 YSIFadaNB FyR Sg@IFf dz i
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Performance Management

Turn data into information for decisiomaking to improve outcomes for the community

The City of Portland has a history of focusing on performance and results: performance measures were
FANBGO AYyO2NLIRNIGSR AyiG2 GKS /AdéQa o0dzRISHE R20dzYSy
Works Cities, Portland already had a strong framéwfor incorporating performance data into the

budget process, and had begun to convene edigen management sessions on important topics like

addressing pedestrian safety and streamlining production off@inced affordable housing. Portland

also boated an online dashboard to provide easy access to bureau performance data for City decision

makers and the general public.

Yet, during the rigorous discovery phase with What Works Cities to determine a scope of work, City

leaders still felt there was mongork to be done to develop a comprehensive, effective performance
management strategy that would help define clear outcomes, work collaboratively to achieve them, and
0SUGSN) dzaS RFEGIF G2 S@Ifdzad §S LINP AN & aetforrhaince g & S ae
management was composed of peaks and valleys: while some bureaus were incorporating timely,

accurate information into their operational and strategic decisinaking, other bureaus lacked access

to data and adequate performance measures thatlitie meaningful goals. Clearly, there was still a

need for help in how to turn data into information for decisioraking.

Assessments from this national effort indicate that Portland is far from unique in this regard. An analysis
by the Bridgespan Group @fhat Works Cities applicants partway through the initiative found that

while 70% of cities are committed to using data and evidence to make decisions about city programs,
only 28% modify existing programs based on the results of data and evaluationdlyBipeaking, most

cities need further tools and expertise to close the gap between their intention to use data in decision
making, and their actual capacity to do so.

t 2NIfFyYyRQa OKIFffSy3aS FT2N GKS LISNF2NYI uldupoh y I 3SYS
GKS /AGeQa SErAaldAay3 StSySyida G2 ONBIFGS | Y2NB 0O2Y
management strategy.

Build on Existing Provide a more Effective
Elements Management Framework

GATR ] B Apply analytics &
—{ PerformanceStat — ensure follow-up
program to get results
: Strengthen the
ie s S
City Bureaus City’s performance pelrnf::f:":::ce
— performance - management - T measures &
dashboard .
strategy reporting
Use of . Foster a culture
| | performance || of performance
data in budget throughout the
process ) - —  enterprise
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Goals of Engagement

Portland worked with What Works Cities technical partner Government Center for Excellence from
JohnsHopkins University (GovEX) to strengthen our foundation for performance management and
performance analytics. Our scope of work spanned three key areas.

CANRGE ¢S SyKIYyOSR (KS /AdGeQa FoAfAGe (G2 dzaS LISNF
through the Government Accountability, Transparency, and Results (GATR) prdnyaupporting

consistent followup and expanding the use of analytics. Second, working closely with GovEx, we created

the processes necessary to review and improve existing sfi@goals, metrics, timelines, and data

management practices at the bureau level. Third, to sustain these changes, What Works Cities
NEO2YYSYRSR OoNRIRSYyAy3 (KS NBfSOIyOS 2F LISNF2NXIY
support staff efforts at klevels of the organization.

1. Strengtherthe GATR Program

9YKIFIyOS GKS /AGeQa loAfAdGe (2 dzasS LISNF2NXYIyOS YIy
targeted improvements on the "key ingredients" for success and creating space for evittarag
crossdepartmental innovation.

KEY ACCOMPLISHMENTS

1 Convened GATR session to explore different avenues for encouraging the development of
affordable housing in Portland, continuing the process of adtiem assignment, followp, and
reconvening.

1 AttheRANBOGA2Y 2F GKS al@&2NRa hFTFAOS: O2yRdzOGSR
address issues of housing affordability.

GATR Sessioiscpanding on Initial Successes

2 KFG 22Nla /AGASaAaQ GSOKYAOFt I aaAaalylaciiévéments/asa KA & |
new, datadriven executive level management meeting focused on specific topics of interest to the

Mayor. GATR sessions are adapted from the Performance Stat leadership approach used in forward

thinking cities across the country. Thessions aim to facilitate collaboration between elected officials

YR 0dz2NBldz £t SFRSNAR (2 GNIO] GKS /AGeQa LISNF2NXYIFyO
solutions to address our most difficult challenges.

¢ KS D! ¢w LINE 3 N§incloded oveycaniing thé challeirg® ©f3ecruiting sworn patrol officers
to the City. The Police Bureau presented the need to address patrol staffing vacancies in several
Government Accountability Transparency and Results (GATR) sessions in 2016. e henpace of

hiring, the Police Bureau restructured its hiring process, expanded recruitment tactics, and successfully
advocated for increased pay and benefits in a new contract with the Portland Police Association. These
efforts precipitated an increase the pace of hiring as intended: the bureau brought on 59 police

officers in FY 20167, up from 21 new recruits the prior year. This faster pace of recruitment and hiring

1www.portlandoregon.gov/cbo/gatr
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will be critical going into FY 2048, as the Police Bureau both manages throaghave of retirements
and hires to fill 55 newly authorized sworn positions.

al @2NJ 2 KSSft SNNa FANRG D! ¢w asSaarzy G2 I OOStSNIGS
streamlining the Cityinanced affordable housing process, in order to grihese units online faster

RdzZNAYy3 GKS /AleQa Kz2dzaAy3d SYSNHSyOeod ¢Kz2al8S asSaairz
Portland Housing Bureau to make changesrtuvjale project teams wit more andbetter information

earlier in the process, so that plications wee more complete upon submission

Housing Developmenkccelerate Development Process & Reduce Costs to Meet City Goals for Housing
Supply

WA (i K Biertil@ing the Mayoral transition, the City of Portland launched &RGgeries
addressigtheK 2 dza Ay 3 aK2NIF3S gAGKAY GKS FANRG Y2y 4K 27
included a cost sensitivity analysis to inform how to address issues of housing affordability. Rather than
adjusting fees, the sessiddentified several commosense process improvements aimed at improving
outcomesg both for development customers frustrated at long processing tiraed for the City

employees tasked with reviewing the mountain of new development applications. As a result, the City
now offers onlne payment options for common public works permits, and has established a new
monthly roundtablecalled the Development Directors Grofgy the six bureaus involved in permitting

to collaboratively manage towards thétyX2 goalsin this area

While theMayor and Commissionén-Charge set the goals for each topic, bureaus are expected to
provide their favored recommended strategies to reach those objectives. As a result, other City
Commissioners viewed the sessions as a useful management tool, andppértg departments
recognized the new platform as a way to advance favored innovations. Theiin lemgouraged support
from the new administration, and participation has srexpanded to include the Office of Management
and Finance, whicprovide suppot for completion of some bureau action items

¢CKS 2KFG 22Nla /AGASa tNRBINIY KSfLISR dza Syada2NB (K
ingreRA Sy (1 4 ¢ Fireldding ttieOnOdBp@ration of analytics, but even more importantly,

consistent followup and sharedityownership of the prgram Followup sessions provide a venue to

celebrate pogress and overcome roadblocks bureaus may be fabirthis way, GATR sessions are an

opportunity to garner support for operational changist require political support; but that will

ultimately result inbetter results for thecommunity.

AFTER THE ENGAGEMENT

9-1-1 Calitaking and Dispatcileet National Standards for Emergency Response

al@2NJ 2 KSSf SNRa aSO02y R D!14eme@geddybpdratiorE ApQaizatiSrial 2y 06 NA
standards in response to the discovery that call hold times were significantly longepriaaausly

reported. ¢ KS / A (i &t@king tim@syt@rel&dd fvith depleted staffing levels, increases in the use of

forced overtime, and inefficiencies in staff deployment. The first GATR session identified three major
202SO0GAGPSaY dzLRIFIGS . h9/ Q& LISNF2NXIFYyOS YIyl3SySyid
retention.
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Action itemsfrom the August sessioncluded modifing the dispatch operations schedule to better
match call volumes, and finding a software solution that supports more complex and flexible
assignments.

AfollowdzL) aSaarzy ¢la O2y@SYSR Ay al NOK wanmy RSY2yadl
first session. A twanonth (DeeJan) yeaoveryear analysis showedB1 emergency call taking

performance had improved, with the data showing a 4% increase in call taking performance.

Adjustments in staff deployment correlated with a 15% decrease in caigeaad in more than 20

seconds, and the bureau is currently instituting a Quality Assurance system that will be put in place with

new dispatch software and protocol. A third session will be convened in Fall 2018 to further track the

0 dzZNB | dzQa LaNekayh&farsanéeyheasukes.

Upcoming Sessisn

For Portland, the stat approach is a leadership strategy to achieve better results for the community. But

the GATR sessions also serve a second purpose: to demonstrate that throughatrodary

collaboratio/) 'y R 3INBIF GSNIJ dzaS 2F RI G IcyaRengS@s RS > a2t @.
reach¢ KS al @2NJ gAftft O2y@dSyS (GKS ySEG D! ¢w aSaarzy &
priorities: improving city livability through enhanced supportfimntline services related to

homelessness.

2. Enhance City Performan@ata,Measures & Reporting Systems

Strengthen the foundation of performance analytics in the city by strengthening existing strategic goals,
metrics,tactics, timelines, and data magement practices.

KEY ACCOMPLISHMENTS

1 Created an internal consultancy process to assist other bureadiseams in defining outcome
oriented missions, identifying a diversaiite of indicators, and exploring new avenues of data
collection.

1 Engaged withhie Office of Neighborhood Involvement (OllHow the Office of Community &
Civic Lifeg to strengthen the quality ofheir performance indicators andemonstrate how
performanceconcepts can apply to communityganizing.

AFTER THE ENGAGEMENT

After the engagement, our work to enhance performance measures and reporting systems in the City
continued. Building on the technical assistance pilot, @&gn&l new performance guidance, training
workshops andechnical assistance foihe FY 201819 budget process. The changes were focused on
commonsense approaches to developing performance measures. Bureau staff listed their bureau or
LINEINF YQa (1Se OGAGAGASEAY GKSY Fa1SR (KSvyasStgSasx
To supplement breau measure development, CBO alsoyded recommendationsfor new

performance measurein the annuakFY 201617 Prior Year Performance RepdFhese changes likely
contributed to bureaus introducing over 2@w measurs in FY 20189 Requested Budget. The
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performance measures reported in the FY 2AB8Budget better quantify the public value of the
services the City provides.

However,thered & GAff NRB2Y F2NJ AYLJNE@PS@G3371[2031 0KS |

progress towards meaningful goals. To this end, Portland has
pursued opportunities to benchmark our results against other global
cities by achieving Platinum Certification through the World Council
on City [@te? for ISO 371205ustainable development of
communitiesg indicators for diy services and quality of lif€.ortland
is only the & major U.S. city to achieve this distinction, joining
Boston, Los Angeles and San Di&yih the certification, the Citpf
Portland joins a network of cities that are sety bold goals for their
communities and demonstrate that they are working to achieve
these withdata-driven strategies. World Council on City Data
member cities are leaders in sustainabilitgsiliencyand smart
citiestechnology practicesloining this internationajroup enables
Portland to evaluate our quality of life as we invest in city services WV ORLD COUNCIL
enhancepublic safety, housing options, atiite environment ON CITY DATA

Finally, the City Budget Office wdblda Citywide project team to launchnew Portland Community
Surveyin FY 2018.9. This project will enable the city to evaluate our outcomes in areas that are difficult
to quantify without such a tool, including:

1 Perception of safety in downtown and iglborhoods across the city
9 Satisfaction of transportation facilities, parks, and natural areas

1 Level and perceived impact of community engagement, and

1 Community sentiment and concerns about livability

Data on these elements are needed to assess progrgés ¢ KS t 2NIif I yR tfly> G(KS /
creating a prosperous, educated, healthy and equitable city; to better evaluate our efforts to improve

equity amongst traditionally underserved populations; and to provide a critical source of data to

impNRE @S GKS /AlGeQa STFF2NIlia G2¢6FNRa aasSd YFylFaSySyl
including the impacts of investments associated with the Build Portland initiative.

3. Foster a Culture of Performance

The What Works Cities initiative idetidl the need to make performance data broadly relevarib
promote the use of performance data across and at all levels of the organization.

KEY ACCOMPLISHMENT

T / 2yRdzOG SR &adz2NBSe 2F OAGe | yI ¢ukuieidacuniedtthezy RSNR G Iy
existing skilland toolset used by city staff, afmdentify opportunities for future development.

2World Council on City Data ISO 371@@vw.dataforcities.org
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AFTER THE ENGAGEMENT

Accelerated through networks like What Works Cities, changes in technology and sharing of best
practices are enabling cities around the country to improve results through successful data,
performance, and analytics initiatives. Recognizing the opportu@ity, bureaus have increased staffing
and resources dedicated to performance management at the bureau level, however, Citywide support
and training for performance management and data analytics remains extremely limited. The networks
below work at a grasepts level to address the gap of training, resources and support for City staff to
promote the use of data for decisiemaking throughout the enterprise.

¢KS 0dzZRISG hFFAOS KFra Ffaz2z Y2NB NBOSydfte F2N¥YIF€AI
Champions in partnership with the Police Bureau.

Tableau Usergroup

Over 70 analysts from nearly all Gityreaushave joined the City of Portland Tableau Usergroup to
learn and sharelata visualizabn knowledge and best practices. The group watocndedby City
Budget Office an®arks & Recreatioim 2015, with Portland Bureau of Transportation assuming the
lead role in 2018. The Tableau User Group provides a unigue opportunigpvtonk across bureaus and
with analysts in Multnomah County, state agers;iand other neighboring jurisdictiotisrough semi
annual Oregon User Group.

Despite broad adoption of the software at the analyst level, the City has naeidggtted the Tableau

Server platform to enable improved accessibility, sharing and managerhdataanalytics across City

0dzNBl dzad alye lylfteadga Ay GKS /AGeQa ¢FofSkdz ! aSN
to support the use of data and analytics, and of implementing a dsassau software solution. In the

wake of a promisingilot of Tableau Server at the Police Bureau, members of the Tableau User Group

FNB FRG20FGAy3 F2N GKS /AdeQa FTR2LIA2Yy 2F { SNBSNJ
visualization for all bureaus interested in using the software to do moretivitin data.

Performance Management Champions

The City Budget Office performance team convened this new group in collaboration with Jordan Rooklyn
from the Portland Police Bureau, to identify and addreisgvide performance management and

analytics needfor the City. The Performance Management Champions Group plats/emce Citywide

solutions that support individual bureau and program efforts to create a more prosperous, educated,
connected, and equitable Portland communi@yn informal initial survey2dzy R G KI & YSY 06 SNA Q
challenges stem largely from data accessibility and data leadership. This group will address both areas,

with efforts potentially taking the form of collective advocacy, addressing the completion of a necessary
process, or demonsaiting the value of performance analytics through a shared project.
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Behavioral Insights Pilot Program

Applylow cost program evaluation to find out whatowks

INTRODUCTION

The City Budget Office, in partnership with ehavioral InsiglstTeamand with support from the

Bureau of Planningnd Sustainability, has engaged City staff and residents alike in multipledstv

evaluations designed to improve the way the City does busilk@sguations consisted of small

modifications to existingrograms and servicemformed bywhat is known abouthow people actually

make decisions, and then rigorously tedfigainst the status quto compareoutcomes.Governments

around the world have shown thatkvSy ¢S RS&AA3IYy F2NJ LIS2L)X SQa odzae f A
encouraging behaviar beyond finanal incentives and penaltiaswe can increase participation,

effectiveness and efficiency of government services.

Over the course of our engagement with What Works Cities and the Behavioral Insights team, Portland
launchedten randomized controlled trial® test behaviorallyinformed modificationsto City programs

and communications. These efforts have proven successful, with interesting results discussed in greater
detail below, but the most important aspect of this engagement was building a commur@iyyostaff

that are interested in radesigning government services for real people.

BACKGROUND 06 WHAT IS BEHAVIORAL INSIGHTS?

.SKIE@GAZ2NYf AyaradakKida oAdSd 0SKIFIGA2NIt SO2y2YA0asz 2
problems that have &ehavioral component. It draws on knowledge from the behavioral sciences

(psychology, economics, neuroscience) about how people think, behave and make decisions under

different conditions, and uses them to improve the design and delivery of programs anckseThaler

& Sunstein, 2008).

Behavioral InsightStrengthens Other Tool®r Making Policy and Programs Better

data

technology

process ﬁ

improvement

behavioral
insights

citizen

traditional financial
engagement

incentives & penalties
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Government often designs policies and programs without a realistic view of how people behase, but
growing body of research indicatdsat people are not purely rational actors, and taking a more realistic
view of how peopleactuallybehave can help improve government services.

Behavioral Insights recognizes that every encounter a citizen has with govergnweether to access
information, participate in a program, pay taxes, or comply with a regulagimwolves a decision or a
behavior. The aim of this discipline is to understand, predict and shift behavior and deueskomg in
alignment with government policy and ultimately achedvetter outcomes for residents, the economy
and society.

The behavioral economics perspectiymformed by decades of scientific researctells us that

humans are actually best characterized by fallible judgment and malleable preferences. Theyakeen
mistakes calculating risks, can be impulsive, and are influenced by their peers and social pressures.
These human tendencies explain why people have a hard time paying their taxes on time, driving
without texting, or saving for retirement.

BehaviorAa SO2y2YAO0&3X 2NJ 4GKS ONBIFRSNJI G4SN WOoSKIF @PA 2N f
drivers and find solutions that make it easier for residents to access programs and services that benefit
them and increase the likelihood that they will complyhwiegislation, regulations and policies.

Testing what works, and whether there are better ways to achieve intended outcomes, is the only way
to ensure government programs are providing the best value for the public. Rigorous evaluation and
testing provigks the data link between service offerings and intended outcomes, providing actionable
information to decisiormakers on the efficacy of government services.

BEHAVIORAL INSIGHTS IN THE CITY OF PORTLAND

As part of the What Works Cities initiative, they@udget Office led a nirmonth partnership with the
Behavioral InsiglstTeamto identify and launch lovzost program evaluations. These loast
evaluations weralesigned to test an intervention against the status quo in program delivery or
communication. This robust partnership led to the launch of ten individual randomized control trials
across bureaus; most other cities participating in the WW(C initiative pagd only 23 trials.

The engagement began with a training workshop, led by experts from the Behavioraldigght, with

over 40 participants across 19 different bureaus. Staff learned how to breakdown programs and services
into different behavioral steps, as well as how simple tweaks and design changes can influence the
behavioral choices of residents who engagth City programs and services. Participants learned how

to use the EAST (Easy, Attractive, Social, and Timely) framework to rethink programs and services
through a behavioral lens:
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Make it
EASY.

Make it
TIMELY.

Reduce hassle
Reduce the effort required to
perform an action.

Simplify messages -
Use plain language and break Make |t
complex tasks into easier ATTRAC TIVE.

actions.

Use defaults
We tend to go with the default
or pre-set option.

Prompts
Send reminders when people are
likely to be most receptive.

Immediate benefits
Emphasize the near term, rather
than far term, benefits.

Make it
SOCIAL.

Create plans

Help identify barriers to action and
develop a specific plan to
overcome them.

Attract attention

Make important information
salient and eye catching. Use
images and color.

Personalize

Make information personal to
the individual. Use their name
and images they identify with.

Optimize incentives

Use incentives and penalties to
maximum effect. Raffles can be
highly cost-effective.

Social Norms
Show that most people perform
the desired behavior.

Social Networks
Use peer-to-peer networks to
spread behavior.

Commitment Devices
Encourage people to make a
commitment to others.

Participants also learned how to set up simple randomized controlled trials to evaluate the impact of
their efforts. Staff were able to perform simple A/B testing with light touch support from BIT, but the
support of statisticians from BIT was critical fioe more complex trialdn randomized controlled trials,
the sample population is randomly assigned to receitieer the status quo(control) or modified

program or communication (interventionThis enables staff to know whether theodificationto a

given program wasore effectivethan the status qupandby how much, allowing for evidendmsed

costbenefit analyses.

Designing a randomized control trial:

What Works Cities | Final Report

INTERVENTION

Population is splitinto 2
groups by random lot

Outcomes for both
groups are measured

CONTROL
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The majority of participants indicated that the training was highly valuable, and multiptabsi
requested additional support from staff artde Behavioal Insights Tearto further develop their ideas
for improvements.

CITY OF PORTLAND BEHAVIORAL INSIGHTS TRIALS

Portland launched ten randomized control trials over the past yeth assistancérom the Behavical
Insights TeamEachwasdesigned to improve an aspect of an existing program, communication, or
service. In each castaffidentified an area for improvement, scoped a trial to determine what type of
behaviorally informed modificatiomight be most effective in achieving the intended outcome, and
then designed a randomized control trialégaluate the impacts of the modificatiorlative to the

status quo.

Several of the trials had exciting results that will inform programmatiigdesgoing forward, while
others are still pending or had inconclusive results. Even where results were inconclusive, City staff
learned the skills to continue to apply behavioral insights and rigorous evaluation going forward.

Portland Bureau of EmerggnManagement Disaster Planning Messaging Trial

This trial tested thousands of email messages sent to City staff to determine what type of messaging was
most effective irencouragingemployees to make personal plans for a lasgale disaster. As part tife

trial, City staff redesigned federal disaster planning checklisteatedthree different messageaimed

at encouraging staff talownload the checklistandtested which message resulted in more downloads

of the checklist.The most successful messagachieving 24% more downloadshighlighted that

residents of Portland will rely on City staff in the event of a disaster.
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Original Checklist

. & FEMA
Ready Family Emergency Plan ..
Prepase. Plan. Sray Informaed. © i

Make sure your family has a plan in case of an emergency. Bafore an emergency happens, sit down together and decide how you will
getin contact with each other, where you will go and what you will do in an emergency. Keep a copy of this plan in your emergency
supply kit or another safe place where you can access it in the event of 3 disaster.

Out-o-Town Contact Name: Tesphonstumbes| ]

Emait

Neighborhood Meeting Place:
Regional Meeting Flace:

Evacuation Location:

Fill out the following information for each family member and keep it up to d:

Mame: Social Sacurity Number.
Date of Birth Inf
Hame:
Date of Birth:
Mame:
Date of Birth:
Date of Birth:
Date of Birth:
Mame:
Date of Birth:
Wirite down where sends the mast time: work, school and othe vorkplaces and
apantment buidin g o Id un e specific emergency plans that you and
wom Location One
Address
Other place you frequent
Address
jumber: Phene Numbr:
Evacuation Location: Evacuation Lecation:
Important Information Name Telephone Numbar Policy Number

Portland Police Bureau Recruitment Messaging Trial
Police departments here and around the country have tended to use messages about community and

Redesigned checklist

DISASTER PLANNING

CHECKLIST ———

Print and complete the checklist and stick it to your fridge

V///CEETEREr ] VA ]

In an emergency everyone in our household wil

call or text: m]
1 Name Phor
2. Name. Phore O

V// AT I r//

We have identified alternative transit routes to get to:
m ; for our car

Lschool..........
2.Work

3.Home......... O
*If we can't get home or contact each other, we'll meet at: '/I KNOW YOUR NEIGHBORS

'// GAS & WATER UTILITY SHUT orr
LW

all know when to turn t es oft
€ tools to turn these services off El

*Find out how to build yours here:

pecplewho may noed assistance who live at

2.we

V// AT y/ /S A
v | riciares

The closest Basic Earthay
Communication Node (

My supervisor confirmed T AM an essential employee
iter an emergency, [ will report here:

Emergenc
N to my home is here:

BEECN Map:

VII

nool about plans

O Leam hcw to yeduce yourhausehcld risks for
5, floc rd more und
ed t { three people eiess s o isastersafotara
approved to pick up our children [}

pbeminfo@portiandoregon.gov - (503) 823-4375 - Fax (503) 823-3903 - TOD (503) 823-3947

the challenge of the jobo recruit new officersBut the Behavioral Insights Tedmsfound that
messages aiut career opportunities, salary and benefitavebeen the most successful at attracting

ySs 2FFAOSNESE SalLISOAlL

OFyRARFGSa 2F 02t 2N I yR

work, tested the effectiveness éur different recruitment mesages in attracting diverse police officer

FLILX AOFydad ¢KS AYyAGAL S

z

KelLkiadkKkSara sl a GKFG (GKS

highlight the community building aspects of policing, would be the most effective. However, the
evaluation resusk indicated that, similar to other jurisdictionthe message emphasizing the

competitive salary and benefits of a career in law enforcement was 4.5 times more effective in getting
someone to apply or take the police exam than the control group

Recruitmen postcard:
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PBOT + BIKETOWN SignTrial

PBOT and BIKETOWN teamed up to perform actmt/program evaluation designed to encourage more
people to try BIKETOWN. Thousands of postcards with a BIKETOWN discount were sent to two groups:
residents viho had recently moved, and residents who had a new bike station recently installed in their
neighborhood.The evaluation results showed that people who had recently moved were more than

four times as likely to respond to the postcard and try BIKETOWHhBEhing people at the moment

their normal habits have been disrupted is an ideal time to get them to try something new. When

people move to a new place they have to find a new commute route, and are more open to trying
different options.

BIKETOWN postcard:
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